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ABSTRACT 
 
The study sought to investigate the impact outsourcing had on behaviours and 
attitudes of remaining employees after outsourcing. It was important to investigate this 
problem as there was a growing perception that outsourcing could reduce 
organisational commitment, employee engagement, job performance and threatens 
career factors in the company. The objective of the study was to contribute towards 
the understanding of outsourcing as a business strategy in order for managers to 
implement it and manage it accordingly. 
 
The sample consisted of a 100 junior to senior staff members from different companies 
in South Africa that have recently gone through outsourcing. There were one hundred 
and five (105) questionnaires issued, but only hundred (100) usable questionnaires 
were returned (95.2 percent response rate). 
 
The empirical results showed that there was a significantly positive correlation 
between outsourcing (the independent variable) and organisational commitment, 
employee engagement, job performance and career factors (the dependent variables). 
The descriptive statistics showed that most employees did not have a positive 
experience of outsourcing. Males and females did not differ with regard to their 
perceptions about their experiences of outsourcing. Furthermore, the experience of 
outsourcing and its outcomes were also not significantly differently experienced across 
other demographic categories such as age, tenure, job experience and education. 
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CHAPTER 1 
 
SCOPE OF THE STUDY 
 
1. INTRODUCTION 
 
Outsourcing is a growing phenomenon in most industries, and so do the studies that 
investigate its impact on the firm, whether it is an effective practice, and if a company 
should outsource an activity or perform it (Pounder, Cantrell and Daly, 2011). Wong. 
Tjosvold and Chen (2010) define outsourcing as transferring some of the work to external 
companies rather than completing it internally. Outsourcing assists management in 
gaining a competitive advantage over competitors within their specific industries as part 
of the organisational strategies, developing or strengthening core competencies at the 
same time (Cant and Van Scheers, 2012) 
 
Companies have various reasons for outsourcing some of their noncore business and 
even core business to external companies, such as an effective cost saving strategy; lack 
of internal skilled professionals or experienced people, comparative advantage that the 
external company has, performing the work better than internally, increasing productivity; 
enhancing quality of performance, creating space for focusing on core business and lack 
of capacity internally (Cant and Van Scheers, 2012).  
 
Researchers have investigated this practice predominantly for cost containment, but there 
is more to be done as there is a research gap on how this practice impacts the behaviours 
and attitudes of employees who remain with the company once the outsourcing process 
is complete. 
 
In this regard, the research problem is to investigate the impact outsourcing has on 
behaviours and attitudes of employees once the decision has been taken to outsource 
and whether there is a relationship between outsourcing and job performance, 
organisational commitment, employee engagement, and career factors. The trigger for 
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the study is the annual drop in employment and drop in permanent employment, and 
employers focusing more on the outsourcing process forgetting to have an inclusive 
transition process that is well communicated and understood by employees, especially 
those that are remaining with the company. This then results in different reactions from 
employees. Jusko (2010) asserts that a lack of strategy does lead to outsourcing failure. 
Conversely factors affecting outsourcing in unsuccessful companies are unclear, 
including objectives and expectations, inadequate and sketchy plans, poor choices of 
outsourcing partners, poor contracts, inadequate skills and lack of support infrastructure 
to deal with outsourcing, insufficient involvement from top management, poor 
organisational communication, cross-functional political problems, inadequate control 
systems, employee’s fear of job loss and change, decline in morale and performance of 
remaining staff, and lack of flexibility 
 
The important benefit of the study is to see the alignment of all stakeholders from the 
executives right to ordinary employees on how they work together to achieve business 
growth and long-lasting partnerships.  The investigation used empirical data collected 
from different companies in South Africa that have recently gone through outsourcing. 
The study reviewed the literature on what other researchers had found and any research 
gaps as well as recommendations with regard to the reasons why companies outsource 
and the challenges that emanate from such action. 
 
1.2 PROBLEM STATEMENT 
 
The study concentrates on the impact outsourcing could possibly have on employee 
behaviours and attitudes due to a lack of managing employee perceptions and fears as 
a result of outsourcing. Some of the factors that impact on employees are not investing 
in training programmes that will assist employees to deal with the new changes that come 
with outsourcing, and provision of strong change management, as well as no interaction 
between the internal and external employees (Jusko, 2010). 
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There are risks attached to not implementing the turnaround strategy, the causes being, 
high staff turnover which negatively impacts the consistency of the workforce and 
development of a skilled labour force, not creating a sustainable competitive advantage; 
non-transference of a range of business activities, such as knowledge and other 
resources (Lonsdale, 1999), underperformance that will impact on the firm’s operation 
strategy, a drop in market share, unsatisfied customers and losing to competition, as well 
as  being overly dependent on the outsource service provider. There are several benefits 
that can happen as a result of solving the problem, such as increased productivity, high 
quality, customer satisfaction and cost reduction. 
 
1.2.1 Costs 
 
Critics argue that companies outsource for short-term cost reduction rather than taking a 
more strategic perspective on improving long-term business results (Wong, Tjosvold and 
Chen, 2010) As a result there is limited time to develop effective working relationships 
between companies and their outsourcing provider. Studies have also revealed that 
even with direct cost savings there are significant indirect costs in outsourcing, owing to 
contract monitoring and oversight, loss of corporate knowledge, and dissatisfied 
customers (Wong, Tjosvold and Chen (2010). These hidden costs are sometimes not part 
of the contract between the client and the outsource provider and as a result this will affect 
the operation of the firm as well as the anticipated costs reduction.  It is therefore difficult 
to determine the extent to which companies gain value for money on cost reduction when 
it comes to outsourcing. 
 
1.2.2 Performance 
 
It has been argued that the stronger a firm’s resources, the less likely it is to outsource 
Building upon that resource-based logic, it has been argued that where firms have a 
strong resource base but still opt to outsource some of their activities, this leads to 
misalignment, thereby undermining the firms’ performance (Kotabe, Mol, Murray and 
Parente, 2012) 
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1.2.3 Employees 
 
With outsourcing the challenge is the employee expectation from both the internal and 
outsourced provider to develop emotional attachment and commitment to one or more 
organisation, considering longer term relationships are habitually complex to establish in 
the outsourcing context (Indridason and Wang, 2008).  Ball (2010) noted that there is a 
notion that the manner in which outsourced employees are paid, contracted and managed 
does impact on compliance of the operational requirements, which therefore creates ‘a 
them and us’ situation between the internal and external  employees as they are not equal 
in terms of how they are treated, remunerated and so on. On the other hand, the internal 
staff tend to grow in fear of the unknown and therefore resist the change because of how 
the whole outsourcing process unfolds. 
 
Managers are not always available for feedback, and organisations that are confronted 
with other priorities such as outsourcing deals that need to be properly executed and 
studies discovered that this does affect the management employee relationship. However 
it is has been revealed that employees show best job performance in challenging, 
resourceful work environments as such environments facilitate their work engagement. 
This implies that organisations should offer their employees sufficient job resources, 
including feedback, social support, and skill variety. Research indeed suggests that 
management can influence employees’ job demands and resources and may indirectly 
influence employee engagement and performance (Bakker, Tims and Derks, 2012).  
 
1.3 CONCEPTUAL FRAMEWORK 
 
There is a high increase in investigating the outsourcing practice and its added value 
activities. Researchers have been focusing on when to outsource, and if a company must 
outsource the effectiveness of the practice especially in terms of cost reduction. They 
have explored the impact of outsourcing on national economies as well as international 
trade (Wong, Tjosvold and Chen, 2010). There is less research on the impact outsourcing 
has on operations of the firm including the employees and attitudes of employees. The 
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research gaps are that the chosen independent variables have been researched but not 
excessively on the operational level of the firm. Both theoretically and empirically, the 
understanding of how firms efficiently organise and develop through outsourcing is 
underexplored. 
 
In this study the aim is to unpack and compare the relationship between the below 
variables and outsourcing, which should enhance the behaviours and attitudes in order 
to grow the business. 
 
FIGURE 1.1:  THE CONCEPTUAL MODEL 
          
 
 
  
 
 
 
 
 
 
 
 
 
 
 
Outsourcing 
Job Performance 
 
Employee 
engagement 
Organisational 
commitment 
 
Career Factors 
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1.4   RESEARCH OBJECTIVES 
 
1.4.1 The primary research objective 
 
The primary objective of the study was to investigate the impact outsourcing has on 
employee attitudes and behaviours. More specifically, the study sought to investigate the 
impact outsourcing of some of the core and non-core business activities to an external 
company had on job performance, organisational commitment, career factors and 
engagement of employees.  
 
1.4.2 Research design objectives 
 
In order to attain the above-mentioned objective, the following research design objectives 
were implemented: 
  
- conducted a secondary literature review on the variables being explored; 
- constructed a questionnaire for the collection of empirical data; 
- distributed the questionnaire to about 100 employees of companies that had 
recently gone through outsourcing; 
- captured the data in an Excel computer software programme; 
- analysed the data using the STATISTICA computer software programme; 
- interpreted the results and drew conclusions; and 
- provided recommendations to management. 
 
1.5 HYPOTHESES 
 
The following null hypotheses were formulated: 
H01 Outsourcing is not significantly related to employee job performance 
H02 Outsourcing is not significantly related to employee engagement 
H03 Outsourcing is not significantly related to organisational commitment  
H04 Outsourcing is not significantly related to career factors 
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1.6 METHODOLOGY OF THE STUDY 
 
1.6.1 Research paradigm 
 
There are two research paradigms that are generally used, namely the quantitative 
(positivistic) and quantitative (phenomenological) paradigms. The present study was 
located in the quantitative paradigm, as hypothesised relationships were statistically 
tested.  The descriptive statistics (means, percentages and standard deviations) of the 
participants’ responses were also analysed, reported and interpreted. 
 
1.6.2 Sampling design 
 
Snowball sampling, which is a non-probability sampling technique, was used to identify 
participants to complete the questionnaires. Snowball sampling is used by researchers to 
identify potential subjects in studies where subjects are hard to locate. Since to locate the 
middle and top managers of different industries is not easy, referrals from contacts were 
sought. The data collection procedure was electronic, because of the availability of the 
managers, who are difficult to find in offices; however they have internet access which is 
the convenient form of responding to the questionnaire by clicking on the link.  The target 
sample size was 100 people. 
 
1.6.3 The measuring instruments 
 
Measuring instruments with proven reliability and validity properties were used to 
measure the variables included in the hypothesised model. Where the instrument did not 
exist, or no measuring instrument was found, self-constructed instruments were used. 
The questionnaire’s statements were anchored to a five-point Likert scale that ranged 
from (1) strongly disagree to (5) strongly agree. The questionnaire also captured 
demographical data about the respondents, including gender, age group, education, job 
tenure, job title and experience. 
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1.7 TERMINOLOGY 
 
1.7.1 Outsourcing 
 
Tjosvold and Chen (2010) define outsourcing as transferring some of the work to external 
companies rather than completing it internally. Outsourcing assists management in 
gaining a competitive advantage over competitors within their specific industries as part 
of the organisational strategies and developing or strengthening core competencies at 
the same time (Cant and Van Scheers, 2012). 
 
1.7.2 Job performance 
 
Job performance involves the quantity and quality of outcomes from individual or group 
effort accomplishment.  Yu-Chi Wu (2011) defined job performance as the amount of 
effort an individual will apply in his or her job.  Yu-Chi Wu (2011) further points out that 
the essence of job performance relies on the demands of the job, the goals and missions 
of the organisation, and beliefs in the organisation about which behaviours are most 
valued. 
 
1.7.3 Employee engagement 
 
Employee engagement refers to the concurrent investment of physical, cognitive, and 
emotional energy in work-related performance as a means of self-expression. Employee 
engagement is an important predictor of employee job performance, both in terms of in-
role and extra-role performance.  Employee engagement has a stronger performance-
enhancing effect; it differs from similar job-related constructs, such as job involvement, 
intrinsic motivation, and job satisfaction. Employee engagement has a stronger significant 
impact on task performance and organisational citizenship behaviour than the above-
mentioned factors (He, Zhu and Zheng, 2014).  Research has revealed that engaged 
employees are highly energetic, self-efficacious individuals who Implement influence over 
situations that affect their lives (Kotabe, Mol, Murray and Parente, 2012).  
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1.7.4 Organisational commitment 
 
Organisational commitment is defined as ‘the relative strength of an individual’s 
identification with and involvement in a particular organisation” and commitment is seen 
as the bond that links an individual to an organisation. In the present study there are two 
types of organisational commitment that have been identified, namely affective 
commitment and continuance commitment. Affective commitment is characterised by a 
strong belief in the acceptance of organisational goals and values and a willingness to 
exert considerable effort on behalf of the organisation, while continuance commitment 
refers to the perceived costs associated with leaving the organisation, such as loss of 
benefits and seniority. Organisational commitment is widely recognised as an important 
factor positively influencing behaviour beneficial for organisations, such as employee 
effort and performance, attendance, and retention (Sholihin and Pike, 2010).  
 
1.7.5 Career factors 
 
Chew and Girardi (2008) describe career factors as a series of formal and less formal 
activities designed and managed by the organisation to influence the career development 
of one or more employees. As firms and employees struggle to find a balance between 
career longevity and flexibility, the traditional role of career management as an 
inducement for individuals to stay with the firm is questioned. Traditionally, within the 
employment relationship, employees exchanged their loyalty and hard work for the 
promise of job security. In the contemporary environment, changes in organizational 
structure towards more flexible work practices and the decline in job security have altered 
the psychological contract between employer and employee. The new form of 
psychological contract is visible in placement practices, which see organisations focus on 
non-core and part-time workers gain flexibility at lower costs. Because of these 
organisation-wide changes, the essence of attachment between employer and employee 
has changed (Chew and Girardi, 2008). 
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1.8 OUTLINE OF THE STUDY 
 
The study includes the following chapters: 
 
Chapter 1: The scope of the study, the chapter includes introduction, problem statement 
and methodology for the study.  There is further an outline of the terminology which 
provides a brief description of the content of the other chapters. 
 
Chapter 2: An outsourcing literature review is presented to highlight some of the previous 
studies and gaps, and give a detailed definition of the dependent and independent 
variables selected. 
 
Chapter 3: Methodology of the study and empirical results 
The chapter discusses the sampling design, measuring instrument and the methods of 
data analyses used in the study. This will include the reliability and validity assessments 
of the measuring instruments. 
 
Chapter 4: Interpretation and analysis of descriptive statistics; in this Chapter the 
empirical results will be reported and interpreted.  
 
Chapter 5: Findings and recommendations: In the final Chapter, conclusions will be drawn 
and the empirical findings will be discussed in the light of the implications they have for 
employees and business. 
 
1.9 CHAPTER SUMMARY 
 
In this chapter the aim is to introduce the outsourcing concept as well as other variables 
such as job performance, employee engagement, organisational commitment and career 
factors which later in the chapters they will be analysed in detail. The chapter highlighted 
the problem statement as well as what triggered the study and possible benefits if such 
problems can be addressed. 
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CHAPTER 2 
 
LITERATURE REVIEW 
 
 
2.1 INTRODUCTION 
 
The purpose of this chapter is to understand what the literature has to say about the 
impact outsourcing has on employee behaviour and attitudes. The chapter will look into 
the reasons why companies decide to outsource some of their business units. Then look 
at the criticisms of outsourcing, and furthermore critically analyse the relationships that 
some dependent variables have with outsourcing. 
 
2.2 THE NATURE AND IMPORTANCE OF OUTSOURCING  
 
Outsourcing stems from the expression “Outside Resource Using” and stands for the 
transfer of activities that traditionally have been carried out in-house by own personnel to 
third parties (Crişan, Butilcă, Salanţă, and Ilieş, 2011). The word is further defined by 
Kalaignanam, and Varadarajan, in 2012, as the practice of a firm contracting with an 
external organisation to perform an activity that was previously performed in-house. The 
outsourced activity could be either the manufacturing of a good or the performance of a 
service. 
 
The decision to outsource is a major strategic one for most companies, since it involves 
weighing the potential cost savings against the consequences of a loss of control over 
the products and service (Crişan, Butilcă, Salanţă and Ilieş, 2011). Outsourcing assists 
management in gaining a competitive advantage over competitors within their specific 
industries as part of the organisational strategies and developing or strengthening core 
competencies at the same time (Cant and Van Scheers, 2012). 
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While the potential value of outsourcing might entice any organisational leader to utilize 
the strategy, outsourcing often unavoidably poses some critical side effects. In order to 
weigh the benefits accurately against the drawbacks of outsourcing, both sides must be 
fully considered (Caruth, Haden and Caruth, 2013). 
 
2.2.1 Benefits of outsourcing 
 
2.2.1.1 Business solution 
 
Habul and Pilav-Velić (2010) noted that outsourcing, as a sort of business solution, is 
present in most successful companies that seek proper business policies to respond to 
growing market demands and achieve success in a harsh competitive environment. Using 
outsourcing, companies learn how to capitalize the global talent pool that could quickly 
respond to market demands offering appropriate solutions, but also achieve lower costs. 
 
2.2.1.2 Turnaround strategy 
 
Companies often use outsourcing as a turnaround strategy. Some companies try to make 
radical changes in business operations and create new business solutions that will enable 
them to improve their position. In this sense, most older and large corporations use 
outsourcing as a catalyst to improve their office activities and prepare for new competition 
battles (Habul and Pilav-Velić, 2010). 
 
Some companies use outsourcing to reduce their business functions, while others seek 
to liberate expensive analysts, engineers and related professionals for clients of routine 
tasks in order to be able to devote more time to innovation and dealing with customers. 
In this way, companies achieve greater efficiency and better customer service (Habul and 
Pilav-Velić, 2010). 
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2.2.1.3 Cost benefits 
 
Saving money has been identified as one of the main reasons why companies outsource 
part of their business. Outsourcing firms may frequently perform activities better, cheaper, 
and faster than a company can perform these activities in-house. On occasion, cost 
reductions can be obtained by combining activities. Examples of specialized knowledge 
and expertise may be provided by outsourcing firms, thus eliminating the need to maintain 
such knowledge in-house where it may be used only occasionally (Caruth, Pane Haden 
and  Caruth, G 2013). 
 
Outsourcing is an alternative to purchasing and installing expensive equipment, 
especially in conditions where there is only an occasional need for certain services, 
business activities or processes. On the other hand, outsourcing providers can, due to 
their narrow specialisation, skills, and achieving economies of scale, deliver services at 
significantly better prices than in the case where the organisation develops its own 
specific applications (Habul and Pilav-Velić, 2010). 
 
Outsourcing causes change in the relationship between fixed and variable costs by 
increasing the share of variable costs, and makes variable costs more predictable. In fact, 
with outsourcing agreement, a company that uses outsourcing services will pay 
compensation only for part of the services that it uses and in this way it will avoid the 
fixed costs of maintaining an internal system. In addition, variable costs become more 
predictable because the contract specifies a fixed price for services, which reduces the 
uncertainty of the costs (Habul and Pilav-Velić, 2010). 
 
2.2.1.4 Expertise 
 
Access to best practice and stable sources of knowledge and skills brings significant 
benefits for which reason most companies decide to outsource. Experience and 
knowledge of specialized outsourcing providers have brought more benefits to company 
users of services than those they could achieve by developing and implementing their 
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own applications. However, this does not mean that companies should not develop their 
own specialists, otherwise they would not be able to identify any mistakes and 
shortcomings of outsourcing processes. In terms of accelerated digitization, it is important 
to consider all offered solutions, otherwise companies will not be able to make correct 
decisions without their internal experts. For this reason companies should encourage their 
own organizational knowledge and business intelligence, and not rely only on what others 
suggest (Habul and Pilav-Velić, 2010). 
 
2.2.1.5 Conserves management time and effort 
 
Outsourcing saves management time and involvement, in other words, repetitive 
problems become the responsibility of the outsourcing firm by reducing in-house 
management involvement. Management can then shift their time and efforts and focus on 
the core competencies that distinguish the organisation from its competitors (Caruth, 
Haden and Caruth, 2013). 
 
2.2.1.6 Improve quality 
 
Outsourcing providers who specialise in the provision of certain services have much more 
experience, knowledge, skills and the necessary infrastructure, than company users of 
these services. These requirements affect improving the quality of provided services that 
will ultimately influence the quality of relations between the company and its customers. 
In this sense, the quality may be a significant advantage of the company. In addition, 
strong competition in the outsourcing market makes the outsourcing providers 
continuously improve the quality of their services, so users of these services can realize 
greater benefits from outsourcing activities, even greater than self-realization (Habul and 
Pilav-Velić, 2010). 
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2.2.1.7 Focus on core business 
 
Taylor (2012) noted that outsourcing has become a management strategy used to shift 
major non-core functions to specialist service providers, usually in developing countries 
with the main objective being to contain costs in order to remain competitive and focus 
on the core business.  According to Habul, and Pilav-Velić (2010), companies often 
outsource activities which are less profitable and make a smaller value. These are mainly 
those activities that are less important for creating value for customers and long- term 
cooperation with them such as: IT, Manufacturing, Logistics, Transport, Training and 
Education, Purchasing, Human Resources, Call Centre. Entrusting non-core businesses 
for specialised companies, firms can focus all their free resources and efforts towards 
those activities that bring them the greatest value, and thus competitive advantage. 
 
2.2.1.8 Increase organisational competencies 
 
Relieved of routine activities, management can devote more attention to the primary 
activities of the organisation. With less time and effort being spent on day-to-day 
transactional tasks, more time and effort can be devoted to transformational activities that 
directly support the core competencies of the organisation and contribute to bottom-line 
results. Outsourcing provides managers with the opportunity to be strategists rather than 
doing everything and anything that is not the core business and this is the role they were 
truly meant to play (Caruth, Haden and Caruth, 2013). 
 
2.2.1.9 Increased organisational flexibility 
 
The outsourced company will usually be prepared to manage a temporary or permanent 
increase or decrease in production. Service users can easily adapt to changes in the 
market in terms of increased or decreased demand because they do not have their own 
production facilities and infrastructure that would result in additional costs in terms of 
investment in capacity, expansion or incomplete utilisation of existing infrastructure. 
Providers are investing much time and effort in developing various applications in order 
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to rent them. Application solutions must continually improve and change, and providers 
of such services must be prepared to meet the demands of their clients by customizing, 
extending and upgrading these applications. In this case, the flexibility of the company 
will depend on the flexibility of the provider and its ability to improve the application (Habul 
and Pilav-Velić, 2010). 
 
2.2.1.10 Change and innovation 
 
Habul and Pilav-Velić (2010) noted that companies often use outsourcing contracts as a 
relief and a significant step toward certain changes that they cannot achieve by 
themselves. Also, outsourcing providers provide knowledge and technology and thus 
increase the limited in-house capacity for innovation 
 
2.2.1.11 Human resource management activities 
 
Recruitment and selection belong to HR activities that are frequently outsourced. 
Recruitment and selection practices need to be conducted regularly due to employee 
turnover and the growth of organisations. Moreover, they are highly standardised and the 
performance of an external provider is easy to control by a client. As a result, 
organizations outsource their HR activities in order to save costs, enhance the efficiency 
and quality of their HR activities, and allow the HR function to focus on strategic issues. 
These advantages of HR outsourcing have been widely acknowledged (Wehner, Giardini 
and Kabst,  2012). 
 
Though this strategy is widely acknowledged, during the collapse of the psychological 
contract between management and employees, human resource through adopting its 
effective initiatives will consequently help management and employee redefine their 
relationship, to restore the psychological contract of mutual benefit between them in 
outsourcing operations (Taylor, 2012). 
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2.2.2 Disadvantages of outsourcing 
 
Some of the most prominent advantages of outsourcing can also be viewed from an 
opposing perspective and presented as disadvantages of outsourcing. While cost, 
morale, and service quality were presented as advantages above, the negative 
relationships between outsourcing and these outcomes are described below (Caruth, 
Haden and Caruth, 2013). 
 
2.2.2.1 Poor fit with outsourcing company 
 
Contractor-subcontractor relationships require a good fit in order for outsourcing to be 
successful. It is essential that the two organizations be compatible. The continuation of a 
disharmonious relationship may be difficult at best (Caruth, Haden and Caruth, 2013).  
 
2.2.2.2 Increased direct costs 
 
Many outsource transactions have hidden costs which in most cases are not disclosed at 
the signing of the agreement, and thus ultimately these costs appear to be higher than 
anticipated (Caruth, Haden and Caruth, 2013). 
 
2.2.2.3 Decreased employee morale 
 
The literature indicates that company focus during outsourcing operations is to guarantee 
specific outcomes such as lower costs, increased flexibility and improved focus on core 
competences rather than on unspecified ones that relate to behaviours, attitudes and 
trust. For their part, employees register their changed circumstances as a breach in the 
psychological contract, which endangers trust, morale and job security. These issues not 
only have a moderating effect on business goals, but they also affect the relationships 
fostered between management and employees prior to the pursuit of an outsourcing 
strategy. From a management perspective, there is a noticeable shift in focus toward 
specific outcomes (e.g., cost containment), while from the perspective of employees, the 
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focus is on unspecified outcomes and in the midst of its transforming effects, the pursuit 
of an outsourcing strategy has the ability to alter relationships within organisations 
(Taylor,  2012). 
 
When examining outsourcing in general, reduced employee morale is often identified as 
a consequence (Caruth, Haden and Caruth, 2013). Organisations increasingly turn to 
reduction of headcount to cut costs and enhance profitability. Reduction of headcount can 
take many different forms, including layoffs, outsourcing, and offshoring. Consequently, 
some forms of downsizing harm employee morale less (or more) than others. It is 
important to understand the effects of these diverse forms on the way survivors view their 
work environment and the stance they take toward their employers (Kostopoulos and 
Bozionelos, 2010). 
 
The other challenge facing employees is the expectation of employees from the 
outsourced provider developing an emotional attachment and commitment to one or more 
organisations, considering that  longer term relationships are habitually complex to 
establish in the outsourcing context (Indridason and Wang, 2008).  Ball (2010) noted that 
there is a notion that the manner in which outsourced employees are paid, contracted 
and managed does impact on compliance with the operational requirements. 
 
Kostopoulos, and Bozionelos (2010) noted that downsizing, regardless of its specific 
form, involves the deliberate elimination of jobs. In general, one would expect job 
eliminations to generate negative reactions in survivors. But the understanding of the 
effects of specific forms of downsizing still leaves much to be desired. There is little 
knowledge about how alternative downsizing methods, such as outsourcing and 
offshoring, impact survivors’ reactions, or whether survivors see one form as “less evil” 
than another. 
 
There are a host of factors that reflect survivors’ perceptions of their work environment 
and attitudes toward their employing organisation. These include management fairness, 
empowerment, work satisfaction, job security, organisational performance, attachment to 
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the organisation, and intentions to quit. For example, survivors may view downsizing as 
a threat to their job security, an indication of poor organisational performance, or a 
symptom of unfair management behaviour. Survivors may also develop negative feelings 
toward the organisation, as well as perceiving that organisational goals are difficult to 
achieve. These may in turn lead to higher turnover intentions (Kostopoulos, and 
Bozionelos, 2010). 
 
According to Taylor (2012), an additional implication for practice that arises from a breach 
in the psychological contract is that of occupational stress caused by employees’ 
anxieties. These stress-related anxieties are likely to increase based on the frequency 
and expansion of outsourcing. Employees’ commitment to the organization will not waver 
as long as they can perceive that they are a valuable company asset and not articles of 
trade that are dispensed. Job satisfaction will remain high if the organization values the 
contribution of employees and shows competence in managing the changes brought 
about by outsourcing. 
 
On a more positive note, it also appears that management action can be taken to buffer 
or neutralise some of the detrimental effects of downsizing on survivor morale, particularly 
if managers communicate wisely and behave ethically (Kostopoulos, and Bozionelos, 
2010). 
 
2.2.2.4 Outsourcing of HR recruitment 
 
If an organisation delivers parts of its recruitment activities to an external provider, the 
organisation alters the prerequisites of the initial contact with its applicants because a 
third-party company is involved. For instance, if the external provider conducts the pre-
selection and/or telephone interview, the initial contact is made between external provider 
and applicant instead of between the potential employer and applicant. Consequently, 
applicants may not have a sense of being valued, which in turn may negatively influence 
their perception of the employer or the job. Thus, the outsourcing company (i.e., potential 
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employer) runs the risk of sending unintended or even negative signals to applicants and 
losing the best candidates for a job vacancy (Wehner, Giardini and Kabst, 2012). 
 
When a company decides to outsource for example customer care, it faces the complex 
task of training a whole new group of employees (agents) on the particulars of an 
unfamiliar product line (Christopher and Tanwar, 2012), therefore this adds to some of 
the hidden costs and inefficiencies.  
 
The impact of outsourcing on employees is not always negative since for some 
employees it can bring about growth opportunities, while for others outsourcing can bring 
about a breached psychological contract whose effects are shown in Table 2.1 below. 
 
TABLE 2.1: IMPACT OF OUTSOURCING ON EMPLOYEES 
Impact Description 
 
 
 
Breached Psychological 
Contract 
 
 
 
 
 Low morale 
 Job insecurity and concern for 
deteriorating working 
conditions 
 Increased labour turnover due 
to lack of appreciation for 
employee talent 
 Loss of identity due to the 
changed position and status of 
employees 
 Breakdown in trust and 
commitment 
Source: Taylor (2012) 
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2.2.2.5 Poor fit with outsourcing company 
 
Contractor-subcontractor relationships require a good fit in order for outsourcing to be 
successful. It is essential that the two organizations be compatible. The continuation of a 
disharmonious relationship may be difficult at best (Caruth, Haden and Caruth, 2013). 
 
2.2.2.6 Perceived loss of control 
 
When the company outsources some of its activities, it actually becomes a client who has 
no direct control over the activities of the outsourcing provider. Sometimes, managers 
perceive outsourcing of business processes as exemption from liability of those 
processes. This is the wrong perspective, companies should build and maintain control 
and get involved in the implementation of outsourcing projects to achieve their business 
objectives and achieve the purpose of outsourcing (Habul and Pilav-Velić, 2010). 
 
According to Caruth, Haden and Caruth (2013), they noted that some managers may feel 
frustrated and relationships be damaged due to perceived loss of control. The outsourcing 
firm may therefore become the target of these frustrations. When multiple outsourcing 
firms are used, some conflict may occur concerning which entity is to perform which 
functions. To avoid such confusion, clear role prescriptions are necessary (Caruth, Haden 
and Caruth, 2013). 
 
2.2.2.7 Addiction 
 
Habul and Pilav-Velić (2010) indicated that companies, especially small and  medium 
sized, depend completely on the suppliers to outsource their processes. A company 
becomes more dependent on the business stability of its outside supplier, and when the 
stability of the supplier has been violated that will be reflected in the company's business 
and its customers.  
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2.2.2.8 Qualifications of outsourcers  
 
Although the company's intention is to outsource business activities to the company that 
is more specialised and experienced in these matters, it may happen that the provider 
has less qualified staff or staff with inadequate qualifications (Habul and Pilav-Velić, 
2010). 
 
2.2.2.9 Quality risk 
 
Habul and Pilav-Velić (2010) noted that It is possible that the provider does not provide 
adequate quality in the delegated processes. This can adversely affect the client-
company's business that will then defeat the purpose of outsourcing.  
 
2.2.2.10 Knowledge and intellectual property   
 
Entrusting the business activities to external partners involves the risk that confidential 
information and trade secrets reach the largest competitors. The risk is greater if it comes 
to activities and information that are the basis for competitive advantage. Most suppliers 
handle many processes from different organizations and in many cases can even be 
providing services to organizations that are rivals or direct competitors of each other 
(Habul and Pilav-Velić, 2010). 
 
2.3 THE HYPOTHESISED OUTCOMES OF OUTSOURCING 
 
In addition to the outcomes of outsourcing identified in Table 2.1 above, the present 
researcher argues that the influence of outsourcing on organisational commitment, 
employee engagement, job performance, and career factors is important to investigate.  
The literature reviews on those variables in sections 2.31 to 2.3.4 indicate that they are 
important to outcomes of outsourcing. The hypothesised relationships between these 
variables and outsourcing are explored next.  
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2.3.1 Job performance  
 
This is what people say and do; when companies employ people they pay them                                
either for the physical work they do or for what they say. Performance management is 
shaping what people say and do to the needs of the organisation. In effective 
organisations people engage in activities that service the customers of the organisation 
(Werner, 2011). 
 
When the company outsources its business it has two main things in mind, namely cost 
cutting and efficiency. This then means for the client there is a need to find the provider 
that is able to respond to some of many intervening variables between the desire to 
perform and the actual performance. For one to deliver effective performance one needs 
willing, able and empowered employees. The question that the company should be asking 
is, will this provider be able to address these needs. There is a need for service level 
agreements (SLA) which will measure the performance of the provider. There are other 
performance targets that can help measure the performance of the service provider.  
While outsourcing some of the business activities to focus on the core business, there is 
a need to ensure that internal employee’s performance targets are met and they are not 
compromised or affected by the new changes. 
 
Cartwright and Holmes (2006) established that there is a relationship between 
outsourcing and performance. There are tools that were used to measure the strength of 
the dependency relationship such as variance in organisational scores explained by 
outsourcing program scores. Firms considered their outsourcing projects successful 
when the benefits generated by the outsourcing strategies were greater than the costs of 
developing the required resources and capabilities through internal development or 
acquisitions. On the other hand, firms consider their outsourcing projects unsuccessful or 
failures, when the costs of managing the links between outsourcing partners were greater 
than the benefits generated by the outsourcing program. 
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However in one of the previous studies it was established that outsourcing strategies were 
believed to help improve performance, increase access to international markets and 
leading edge technologies, enhance responsiveness to customer needs, and contribute 
to organisational goals of increased productivity, efficiency, reduced costs (Cartwright and 
Holmes, 2006). 
 
Against this background, the following hypothesis was formulated: 
H1: Outsourcing is negatively related to employee job performance 
 
2.3.2 Employee engagement 
 
Mishra, Boynton, and Mishra (2014) defined employee engagement in the management 
literature as the ability to harness an employees’ personal enthusiasm in their work roles. 
In the internal communications literature engaged employees are defined as “feeling a 
strong emotional bond to their employer, recommending it to others and committing time 
and effort to help the organisation succeed.” it is again concerned with the measure of an 
employee’s emotional and intellectual commitment to their organisation and its success. 
Under this definition, employees who are engaged are more likely to contribute to a high-
performance, they are likely to talk positively about the employer, remain with the 
company, and help their organisation perform more effectively every day. 
 
Engaged employees are described as energetic, mentally resilient, dedicated to the work, 
and enjoying the challenges at work. Further, it is difficult to detach them from their work; 
however if there are changes such as outsourcing that have potential of threatening the 
psychological contract with the employer, they disconnect, which can be difficult to regain 
(Handa and Gulati, 2014). 
 
Against this background, the following hypothesis was formulated: 
H2: Outsourcing is negatively related to employee engagement 
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2.3.3 Organisational commitment  
 
Organisational commitment: There are two dominant conceptualisations of organisational 
commitment in sociological literature. These are an employee’s loyalty towards the 
organisation and an employee’s intention to stay with the organisation. Loyalty is an 
effective response to, and identification with an organisation, based on a sense of duty 
and responsibility. The other way to define this concept is ‘the degree to which an 
employee identifies with the goals and values of the organisation and is willing to exert 
effort to help it succeed’. Loyalty is argued to be an important intervening variable 
between the structural conditions of work, values, expectations, of employees, and their 
decision to stay, or leave. (Grunewald and Abebe 2010) 
 
Dierendonck and Jacobs (2012) noted that the organisation influences positive 
perceptions of procedural and distributive fairness during outsourcing, that will enhance 
the long-term commitment of survivors, and reduce their turnover intentions. Furthermore, 
if employees that remain with the organisation have perceptions that there has been 
unfairness they often remain for a significant period of time in their jobs, which can lead 
to counterproductive work behaviour out of frustration. Despite being allowed to stay in 
the organisation, survivors tend to respond differently once the psychological contract is 
breached. 
 
Negative psychological consequences in the outsourcing context are especially relevant 
to consider, since employees also use procedural fairness information to evaluate their 
personal responsibility for their outcomes. Outsourcing changes the way in which people 
think about organisations and also about themselves in terms of fairness and commitment 
(Dierendonck and Jacobs, 2012). 
 
Against this background, the following hypothesis was formulated: 
H3 Outsourcing is negatively related to organisational commitment 
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2.3.4 Career factors  
 
Kok Wei Khong (2010) noted that one of the most serious problems a company can face 
when outsourcing, is resistance from its employees. To make outsourcing work, there has 
to be effective and well-coordinated communication among cross-functional areas, 
support, commitment, and involvement from the top management. Employees must be 
treated appropriately by providing adequate support and reasonable remuneration deals. 
At the same time, the management needs to maintain a high morale and performance 
among the remaining employees. This can be achieved through career rewards, such as 
promotion, satisfying senior appointments, fairness of advancement policies, and 
participation in career planning in one’s employing organisation. 
 
Other factors affecting outsourcing in successful organisations are emphasis on short- 
and long-term benefits, adequate and objective performance criteria, feedback and 
control mechanism, effective use of performance incentives and penalties, and flexibility 
in anticipating change (Kok Wei Khong, 2010) 
 
Various aspects of well-being at work may be negatively affected by outsourcing. First, 
job satisfaction may decrease as a result of losing fellow employees in the context of firm 
reorganisation. Second, the decision to outsource could imply further actions of a similar 
sort; thus recent outsourcing may increase uncertainty regarding the career prospects in 
the company. Previous evidence has related outsourcing and other measures of 
globalisation to job-loss fears so that the employees do not see the future with the current 
employer but see job-loss.  A reduction in personnel may entail decreased prospects for 
promotion, a weakened bargaining position, and a smaller voice in an organisation 
(Böckerman and Maliranta, 2013). 
 
Against this background, the following hypothesis was formulated: 
H4: Outsourcing is negatively related to career factors 
 
The above-mentioned hypotheses are summarised in Figure 2.1. 
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FIGURE 2.1:  THE HYPOTHESISED MODEL 
           
 
 
  
 
 
 
 
 
 
 
 
 
 
2.4 CHAPTER SUMMARY 
 
This study addressed the relationship between outsourcing and effective organisational 
commitment, employee engagement, career factors and job performance and how all 
these factors impact the attitudes and behaviours of remaining employees after 
outsourcing has taken place in a company. This chapter paid attention to what the 
literature has to say about all these variables through defining them, and looking at how 
they were measured in previous studies and how they will be measured in this study. 
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In the chapter outsourcing was defined and its advantages and disadvantages were 
presented in order to look at outsourcing from different dimensions, as there are 
preconceived ideas that outsourcing from the employer’s perspective is good whereas 
from the employees perspective it is not. Furthermore, other variables were defined and 
discussed in regard to what previous studies had to say about their relationships with 
outsourcing.  
 
In the next chapter, an outline of the research methodology used for the study is provided 
which includes the research paradigm, sampling design or method and the measuring 
instruments. The chapter will further discuss the results of the empirical research. 
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CHAPTER 3 
 
METHODOLOGY OF THE STUDY AND EMPIRICAL RESULTS 
 
 
3.1 INTRODUCTION 
 
Chapter 2 elaborated on the literature relating to outsourcing as the independent variable 
as well as the job performance, employee engagement, organisation commitment and 
career factors as dependent variables, while Chapter 3 is about research methodology 
used to test the resulting hypotheses discussed. Collis and Hussey (2009) define 
methodology as a technique used to collect and analyse data, while Viswanathan (2005) 
defines it as the setting, the administration procedures and the measures that are taken 
to collect data. In this chapter the population, sampling design and the measuring 
instruments used in the study are discussed. The empirical results pertaining to the 
measuring instruments are also conveyed. 
 
3.2 THE RESEARCH PARADIGM 
 
A research paradigm is a structure that determines how research should be conducted, 
based on people’s viewpoint and their assumptions about the world and nature (Collis 
and Hussey, 2009).There are two main research paradigms, namely the positivistic 
(quantitative) and phenomenological (qualitative) paradigms. Research is grouped into 
these two different paradigms due to the way in which the data are collected and how 
many observations there are. The other difference is that sample surveys are examples 
of quantitative research; whereas small ethnographic case studies are examples of 
qualitative research (Glogowska, 2011). 
 
The two paradigms cannot be used against each other and one cannot substitute the 
other; both are equally important but very distinct. Qualitative research encourages 
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deviations and creativity. It is therefore imperative that focus be given to the paradigm to 
be used for the success of the research (Hooper, 2011). 
 
3.2.1 Qualitative approach 
 
Venkatesh, Brown and Bala (2013) define qualitative research as research using methods 
such as participant observation or case studies, resulting in a narrative, descriptive 
account of a setting or practice. Sociologists using these methods typically reject 
positivism and adopt a form of interpretive sociology, while Maxwell (2012) defines 
qualitative research as a research method that makes use of non-numerical data, it is a 
way of thinking, an approach, which similarly involves a collection or cluster of methods, 
as well as data in non-numerical or qualitative form. Qualitative data are associated with 
interpretative methodology that usually results in findings with a high degree of validity. 
 
Qualitative research is a positioned activity that locates the viewer anywhere in the world. 
It consists of a set of interpretive, material practices that make the world visible. These 
practices transform the world. They turn the world into a series of representations, 
including field notes, interviews, conversations, photographs, recordings, and memos to 
the self. At this level, qualitative research involves an interpretive, realistic approach to 
the world. This means that qualitative researchers study things in their natural settings, 
attempting to make sense of, or to interpret, phenomena in terms of the meanings people 
bring to them (Maxwell 2012). 
 
There are many possible data types that qualitative research might generate; there is a 
typology of qualitative research that divides qualitative data into its three main forms, 
these being text, images, and sounds. Analysis of text is further subdivided into two 
primary components, such as text as an object of analysis, for example verbal type 
approaches, and text as a proxy for experience (Venkatesh et al, 2013). 
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3.2.2 Positivistic/ Quantitative approach 
 
Maxwell (2012) defines quantitative research as more than just research; it uses 
numerical data as an approach that involves thinking and usage of different methods to 
collect data in a numerical form. Quantitative data are different from qualitative and are 
known to be precise as they can be captured at different points in time and in different 
contexts with a positivist methodology and the results will still be the same and findings 
are high in degree of reliability (Collis and Hussey, 2009). 
 
Quantitative research is a paradigm that emerged in response to criticism of positivism. 
It rests on the assumption that social reality is in people’s minds, and is subjective and 
multiple. Therefore social reality is affected by the act of investigating it (Collis and 
Hussey, 2009). 
 
A quantitative research project is characterised by having a population from which the 
researcher wants to draw conclusions, but it is not possible to collect data on the entire 
population. For an observational study, it is necessary to select a proper, statistical 
random sample and to use methods of statistical inference to draw conclusions about the 
population (Venkatesh, et al, 2013). 
 
Glogowska (2011) noted that quantitative research tends to view the existence of an 
independent reality as uncomplicated and therefore capable of being deliberated. 
Quantitative research takes the independent phenomena and the possibility of the 
researcher maintaining an objective stance towards the researched data. 
 
Ignoring the claims and counter-claims of the supporting philosophies, the rationalists 
have argued that the contrast between quantitative and qualitative research is a false one 
and have proceeded to loosen the connection between methods and methodological 
stances. They have demonstrated that, in order to answer research questions usefully 
and efficiently, recourse to both methodologies is necessary. It is imperative that a 
methodology is chosen for its appropriateness for answering the research question posed 
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rather than because of any pre-existing philosophical commitment. Such pragmatism will 
be a significant development, If quantitative and qualitative paradigms are substantially 
rejected, then new possibilities for combining and integrating quantitative and qualitative 
approaches must be found (Glogowska, 2011). 
 
TABLE 3.1: DIFFERENCES BETWEEN THE QUANTITATIVE (POSITIVIST) AND 
QUALITATIVE (INTERPRETIVIST) PARADIGMS 
 Positivist (quantitative) Interpretivist (qualitative) 
Image of reality Tangible/amenable to 
investigation/ 
capable of being 
subdivided into component 
parts/can be divorced from 
context 
Socially 
constructed/multiple 
realities/need to be 
considered 
holistically/context very 
important 
Aims To test out hypotheses/to 
generalize to wider 
populations 
To generate hypotheses/to 
provide detailed 
descriptive accounts of 
phenomena 
Methods used Counting and controlled 
measurement; 
experiments/quasi-
experiments; surveys; 
numerical 
records; structured 
observations 
Participant observation; 
non-participant 
observation; in-depth 
interviewing; focus groups; 
documentary analysis 
Relationship of 
researcher and subject 
Distant/independent—the 
researcher stands 
outside the object, process 
Close/interactive—the 
researcher stands 
insidethe 
research process 
Setting for the research Laboratory/more artificial 
setting 
Nature/less artificial setting 
Data Hard, reliable, replicable Rich, deep, valid 
Generalisability Generalisability across 
time and across population 
is possible 
Time and context are 
crucial in determining 
whether findings apply 
elsewhere 
Source: Glogowska (2011) 
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The researcher having looked at the differences between the two approaches, the 
quantitative paradigm was chosen for this study because the relationship between 
outsourcing and other independent variables was being investigated and therefore co-
relational analysis was used for the study, which means a quantitative methodology was 
the required approach for this particular study. 
 
In Figure 3.1 the clockwise sequential levels illustrate the data collection process, starting  
from identifying the variables that are being studied and deciding on the data collection 
method to be utilised in the study in order to analyse the validity and reliability of the 
results. Once the method has been decided on the sample selection is important as it will 
help decide on whether it is a qualitative or quantitative study and which tools to use for 
measuring (Collis and Hussey, 2009). 
 
FIGURE 3.1: THE DATA COLLECTION PROCESS 
 
 
   
        
 
 
 
Source: Maqungo (2012) 
 
 
 
 
 
 
 
Identifying the 
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3.3 THE SAMPLE 
 
Sample is a subset of the population. In a positivist study, the sample is chosen to 
represent an unbiased subset of the population, while population is the accurately defined 
body of people or objects under consideration for statistical purpose (Collis and Hussey, 
2009). 
 
The study used the snowball sampling method that is a non-probability sampling 
technique; it is used by researchers to identify potential subjects in studies where subjects 
are hard to locate. The sample size is 100 respondents from different companies in South 
Africa that have recently gone through outsourcing. The selected sample is reflective and 
representative of the population. The study includes employees from the executive, top 
managers, middle managers, and general employees. Since to locate the managers and 
general workers from different industries is not easy, the process relied mainly on referral 
from the researcher’s contacts as well as the same contacts distributing and collecting 
completed questionnaires. The data collection procedure was electronic, sending emails 
to the contacts in different companies and then waiting for them to forward the emails to 
their respective colleagues. This was due to availability and distance as some 
respondents are based in Johannesburg while others in Cape Town; email access proved 
to be the convenient form of responding to the questionnaire for most of the respondents. 
 
One hundred and five (105) questionnaires were issued but only hundred (100) usable 
questionnaires were returned (95.2 percent). The unusable incomplete questionnaires 
totalled five (5) which is 4.7 percent.  The overall response rate is depicted in Figure 3.2 
below: 
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 FIGURE 3.2: SURVEY RESPONSE RATE 
 
 
Table 3.3 indicates the representation of three companies in two different industries which 
have recently gone through outsourcing. Altogether 64 percent represent the 
telecommunication company, while 36 percent represent the two automotive companies. 
 
FIGURE 3.3: NUMBER OF RESPONDENTS ACCORDING INDUSTRY 
 
 
64%
36%
Response rate by Industry
Telecommunication
Automotive
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Figure 3.4 shows that of a sample of 100 respondents only 41 percent represented 
females, while 59 percent of respondents were male. 
 
FIGURE 3.4: NUMBER OF RESPONDENTS ACCORDING TO GENDER 
 
 
The biographical information was analysed according to gender, age, job title, 
qualifications and years of experience and tenure. 
 
Figure 3.5 demonstrates that 17 percent of the respondents are between the ages of 20 
and 29, fifty-one (51) percent are between the ages of 30 – 39, twenty-seven percent are 
between the ages of 40 to 49 and five (5) percent are 50 to 59 years old. This actually 
indicates the level of maturity of the respondents as there are only 17 percent of the 
respondents below the age of 20 to 29 years. This age ratio indicate their maturity level 
and that they are people who know what they want and can honestly portray their 
satisfaction or dissatisfaction at the work place, if any, due to outsourcing. 
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TABLE 3.2 BIOGRAPHICAL INFORMATION OF SAMPLE 
GENDER 
Gender  Number of 
respondents 
Percentage 
Male 59 59% 
Female 49 49% 
TOTAL 100 100% 
   
AGE 
Gender  Number of 
respondents 
Percentage 
20 - 29 17 17% 
30 - 39 51 51% 
40 - 49 27 27% 
50 – 59 5 5% 
60+ 0  
TOTAL 100 100% 
 
Table 3.3 illustrates that the most of the respondents have obtained a diploma while some 
have matric, and a post-matric certificate and a few have completed post-graduate 
degrees. In percentage terms, this translates into 2 percent (below matric), 23 percent 
(matric), 28 percent (post-matric certificate), 32 percent (National Diploma), 10 percent 
(degree) and 5 percent (post-graduate qualification) respectively. The range of 
qualifications is not surprising because the respondents are from different companies in 
different industries so the required qualifications differ from one company to the other 
depending on the job requirements. Most of the respondents (64 percent) held junior staff 
level posts, while 23 percent were senior level, 6 percent at supervisory level and 4 
percent at senior management and another 3 percent at directorship level. 
 
Just less than half of the respondents (48 percent) had job tenures at their current 
employers of between five and nine years, 19 percent tenures of less than five years, 
while 23 percent had job tenures of between 10 and 14 years. The lowest group (3 
percent) had been with the current employer for over twenty years. Only 7 percent of 
respondents had been working for the employers for between 15 and 19 years.  
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TABLE 3.3: QUALIFICATIONS OF RESPONDENTS 
Qualifications 
Highest Qualifications Number of Respondents Percentages 
<Matric 2 2% 
Matric 23 23% 
Post-Matric Certificate 28 28% 
National Diploma 32 32% 
Degree 10 10% 
Post-Graduate 5 5% 
TOTAL 100 100% 
Job Title 
Level Number of Respondents Percentages 
Junior Staff Level 64 64% 
Senior Staff Level 23 23% 
Supervisor Level 6 6% 
Senior Manager Level 4 4% 
Director Level 3 3% 
 100 100% 
 
Work Experience with the current Employer 
 
Number of years Number of Respondents Percentages 
>5 Years 19 19% 
5 – 9   Years 48 48% 
10 -14 Years 23 23% 
15 – 19 Years 7 7% 
20 + 3 3% 
TOTAL 100 100% 
 
Work Experience 
Number of Years Number of Respondents Percentages 
>5 Years 20 20% 
5 – 9   Years 51 51% 
10 -14 Years 17 17% 
15 – 19 Years 8 8% 
20 + 4 4% 
TOTAL       100 100% 
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FIGURE 3.5: NUMBER OF RESPONDENTS ACCORDING TO AGE GROUP 
 
 
3.4 THE MEASURING INSTRUMENT DATA ANALYSIS 
 
The validity and reliability of the measuring instruments are important as they do not only 
influence the accuracy of results, but also the conclusions drawn and generalisations 
made from the study (Kalashe, 2011). After the literature review in Chapter 2, instruments 
were constructed to measure the variables in the hypotheses model. The final 
questionnaire contained 42 items: six items measured outsourcing; eight items measured 
organisational commitment; 12 items measured employee engagement (Gallup Q12 
Meta-analysis, 1998); nine items measured job performance; and seven items measured 
career factors (Jans, 1985). The questionnaire consisted of open-ended questions based 
on the literature review of variables in Chapter 2. 
 
All the questionnaire items were anchored to a 5-point Likert scale ranging from (1) 
strongly disagree to (5) strongly agree. The STATISTICA computer software program 
was used to conduct the statistical analyses in the study. 
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3.5 RELIABILITY AND VALIDITY 
 
Quantitative research recognises the importance of reliability and validity while assessing 
these psychometric practises in qualitative research often contentious. Some researchers 
have suggested that the same set of criteria used in quantitative studies be applied to 
qualitative studies, while other researchers, primarily interpretivist or constructivist, have 
suggested a different set of evaluation criteria. Some researchers have even suggested 
that the notion of validation, such as reliability and validity, should not even be considered 
a criterion for evaluating qualitative research (Venkatesh et al, 2013). 
 
Regardless of the different views on validation in qualitative research, there is some 
agreement that validation is essential in all research to reduce misunderstanding and to 
develop a common scientific body of knowledge (Venkatesh et al, 2013). 
 
3.5.1 Reliability of the measuring instruments 
 
The reliability of the responses received to all questions is an important issue in a positivist 
study. Reliability is mainly about the findings of the research that can be considered 
reliable only if the same outcome or results can be obtained if the research is repeated 
again by the same person or a different person (Collis and Hussey, 2009). 
 
The Cronbach alpha tests evaluate the reliability of data collected through the use of the 
research instruments. Cronbach alpha coefficients of less than 0.60 are considered poor, 
reliabilities within the 0.60 to 0.70 ranges are considered fair, between 0.70 and 0.80 are 
good and those coefficients over 0.80 are considered very good. In this study, the results 
are shown in Table 4, whereby the lowest is 0.76 which is good, otherwise the rest are 
very good, being above 0.80. Based on the reliability and validity properties of the data 
as produced by measuring instrument the tests indicate very good Cronbach alpha 
results. 
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TABLE 3.4: CRONBACH ALPHAS OF MEASURING INSTRUMENTS 
Variables Results 
Career factors 0.76 
Employee engagement 0.85 
Organisational commitment 0.84 
Employee job performance 0.82 
Outsourcing 0.89 
 
3.5.2 Validity of measuring instruments 
Collis and Hussey (2009) define the importance of validity as it is concerned with the level 
at  which the research findings accurately represent the experience  in the actual situation 
which means that the data collected reflect the true picture of the study. Validity is again 
defined in the context of a quantitative study as the extent to which data are realistic, 
credible, and trustworthy, and thus can be defended when challenged (Venkatesh et al, 
2013). 
 
3.6 THE EMPIRICAL RESULTS  
 
The empirical results are reported below.. These results derived from two sets of data 
analysis, namely Pearson correlations and descriptive statistics. Correlation is concerned 
with the approximation as to the degree of association between the variables; it actually 
tests the interdependence of the variables, while the descriptive statistics reflect the 
opinions of the respondents on outsourcing. 
 
3.6.1 Correlations between independent variable and dependent variables 
 
The relationships between the dependent variable outsourcing (OUTS) and independent 
variables: job performance (PERF); employee engagement (EENGA); organisational 
commitment (OOCOM) and career factors (CCARF) were investigated using the 
STATISTICA Version 10 computer software program. Pearson correlation analysis was 
conducted and results are reported in Table 3.5. 
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TABLE 3.5: PEARSON CORRELATIONS 
 DEPENDENT VARIABLES 
 Career 
factors 
Employee 
engagement 
Organisational 
commitment 
Job 
performance 
Outsourcing  
(Independent 
variable) 
0.466* 0.461* 0.453* 0.367* 
* Note: all correlations were significant at p < 0.05 
3.6.1.1 The relationship between outsourcing and career factors 
 
The following hypotheses were formulated in this regard: 
 
H01:  Outsourcing is not significantly related to career factors 
H1:  Outsourcing is negatively related to career factors  
 
The empirical results (see Table 3.5) show that the outsourcing is positively and 
significantly related to career factors (r = 0.46, p < 0.05). The null hypothesis (H01) and 
the alternative hypothesis (H1) were not supported. This means that outsourcing had a 
positive influence on career factors in other words outsourcing could be seen as an 
opportunity for career prospects by the respondents. The empirical results in Chapter 4 
will however show that outsourcing was not experienced as a positive event, this means 
that, although respondents had positive perceptions about their career factors, they did 
not experience outsourcing as a positive event.  The same conclusion could be drawn 
with regard to the empirical results concerning employee engagement (section 3.6.1.2), 
organisational commitment (section 3.6.1.3), and employee job performance (section 
3.6.1.4). 
 
3.6.1.2    The relationship between outsourcing and employee engagement 
 
The following hypotheses were formulated in this regard: 
 
H02: Outsourcing is not significantly related to employee engagement 
H2:  Outsourcing is negatively related to employee engagement 
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The empirical results (Table 3.5) reveal that outsourcing is positively and significantly 
related to employee engagement (r = 0.46, p < 0.05). The null hypothesis (H02) and the 
alternative hypothesis (H2) were not supported. This means that outsourcing had a 
positive influence on employee engagement meaning the way outsourcing was 
implemented led to positive feelings of engagement to the employees. 
 
3.6.1.3   The relationship between outsourcing and organisational commitment 
 
The following hypotheses were formulated in this regard: 
 
H03: Outsourcing is not significantly related to organisational commitment 
H3:  Outsourcing is negatively related to organisational commitment 
 
Table 3.5 indicates that outsourcing is positively and significantly related to employees’ 
organisational commitment (r = 0.45, p < 0.05). The null hypothesis (H03) and alternative 
hypothesis (H3) were not supported. This means that outsourcing had a positive influence 
on the organisational commitment, as the way outsourcing was managed led respondents 
to feel committed to their organisations. 
 
3.6.1.4    The relationship between outsourcing and employee job performance 
 
The following hypotheses were formulated in this regard: 
 
H04: Outsourcing is not significantly related to employee job performance 
H4:  Outsourcing is negatively related to employee job performance  
 
The empirical results (Table 3.5) reveal that outsourcing is positively and significantly 
related to the job performance of employees (r = 0.37, p < 0.05). The null hypothesis 
(H04) and the alternative hypothesis (H4) were not supported. This means that 
outsourcing had a positive influence on the job performance of employees.  Support given 
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by the organisation during the outsourcing period led to positive attitudes by respondents 
towards their job performance 
 
To summarise:  The empirical results seem to suggest that outsourcing had a positive 
influence on how the employees in this sample perceive their career factors, engagement, 
organisational commitment and job performance. The empirical results suggest that the 
manner in which outsourcing was done in these companies had a positive influence the 
above-mentioned latent variables.  Given this finding, the question arose as to whether 
this positive influence of outsourcing was prevalent across demographic categories of 
age, gender, education, tenure and job experience.  To this end, a two-sample t-test for 
the gender groups and main effects ANOVAs for the remaining groups were conducted.     
    
3.6.1.5    The experience of outsourcing across gender groups 
 
The first research question in this regard was: Did gender groups differ with regard to 
their perceptions about career factors in the context of outsourcing? 
 
 
TABLE 3.6:  THE RELATIONSHIP BETWEEN GENDER AND THE OUTSOURCE 
EXPERIENCE 
Dependent variable: Career factors 
Independent 
variable:  
Gender 
Mean 
Males 
Mean 
Females 
t-value Degrees of 
freedom 
p-value 
3.71 3.56 1.049 96 0.296 
 
Table 3.6 shows that males and females do not differ (p > 0.05) with regard to their 
perceptions about career factors in the context of outsourcing. In other words, males and 
females had similar perceptions about career factors in the context of outsourcing. 
 
The second research question in this regard was: Do gender groups differ with regard to 
their employee engagement in the context of outsourcing? 
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TABLE 3.7: THE RELATIONSHIP BETWEEN GENDER AND THE OUTSOURCE 
EXPERIENCE 
Dependent variable: employee engagement 
Independent 
variable:  
Gender 
Mean 
Males 
Mean 
Females 
t-value Degrees of 
freedom 
p-value 
3.79 3.68 0.98 96 0.329 
 
Table 3.7 indicates that males and females do not differ (p > 0.05) with regard to employee 
engagement in the context of outsourcing.  This means males and females had similar 
perceptions about employee engagement in the context of outsourcing. 
 
The third research question in this regard was: Do gender groups differ with regard to 
their organisational commitment in the context of outsourcing? 
 
TABLE 3.8: THE RELATIONSHIP BETWEEN GENDER AND THE OUTSOURCE 
EXPERIENCE 
Dependent variable: organisational commitment 
Independent 
variable:  
Gender 
Mean 
Males 
Mean 
Females 
t-value Degrees of 
freedom 
p-value 
3.551 3.24 1.911 96 0.058 
 
Table 3.8 indicates that males and females do not differ (p > 0.05) with regard to their 
perceptions about organisational commitment in the context of outsourcing.  This means 
males and females had similar perceptions about organisational commitment in the 
context of outsourcing 
 
The fourth research question in this regard was: Do gender groups differ with regard to 
their job performance in the context of outsourcing? 
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TABLE 3.9: THE RELATIONSHIP BETWEEN GENDER AND THE OUTSOURCE 
EXPERIENCE 
Dependent variable: job performance 
Independent 
variable:  
Gender 
Mean 
Males 
Mean 
Females 
t-value Degrees of 
freedom 
p-value 
3.994 3.947 0.394 96 0.694 
 
Table 3.9 indicates that males and females do not differ (p > 0.05) with regard to their 
perceptions about job performance in the context of outsourcing.  This means males and 
females had similar perceptions about job performance in the context of outsourcing 
 
The above-mentioned analyses showed that the influence of outsourcing on career 
factors, employee engagement, organisational commitment and job performance was the 
same for males and females.  In other words, whether outsourcing was positively or 
negatively experienced, as will be revealed the Chapter 4, it was experienced the same 
by males and females.   
 
3.6.1.6 The experience of outsourcing across age, tenure, job experience and education 
groups 
 
The first research question in this regard was: Do age, tenure, job experience and 
education groups differ with regard to perceptions about career factors in the context of 
outsourcing?  In order to investigate this research question, main effects ANOVAs were 
calculated and the results are reported in Table 3.10. 
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TABLE 3.10: PERCEPTIONS ABOUT CAREER FACTORS ACROSS 
DEMOGRAPHIC GROUPS 
Dependent variable: Career factors 
 SS Degrees of 
freedom 
MS F P-value 
Intercept 238.009 1 238.009 494.138 0.000 
Age 0.256 3 0.085 0.178 0.912 
Tenure 0.267 4 0.067 0.138 0.967 
Job 
experience 
0.838 4 0.209 0.435 0.783 
Education 3.564 5 0.713 1.480 0.205 
Error 39.978 83 0.482   
 
The empirical results reveal that there are no significant differences in perceptions about 
career factors across age, tenure, job experience and education groups. In other words, 
outsourcing was experienced the same across these groups.  
 
The second research question in this regard was: Do age, tenure, job experience and 
education groups differ with regard to their employee engagement in the context of 
outsourcing?  In order to investigate this research question, main effects ANOVAs were 
calculated and the results are reported in Table 3.11. 
 
TABLE 3.11: PERCEPTIONS ABOUT EMPLOYEE ENGAGEMENT ACROSS 
DEMOGRAPHIC GROUPS 
Dependent variable: Employee Engagement 
 SS Degrees of 
freedom 
MS F P-value 
Intercept 243.5927 1 243.5927 548.7633 0.000 
Age 1.5564 3 0.5188 1.1688 0.326678 
Tenure 0.5025 4 0.1256 0.2830 0.888240 
Job 
experience 
1.2161 4 0.3040 0.6849 0.604403 
Education 1.8656 5 0.3731 0.8406 0.524773 
Error 36.8432 83 0.4439   
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The empirical results reveal that there are no significant differences in perceptions about 
employee engagement across age, tenure, job experience and education groups. In other 
words, outsourcing was experienced the same across these groups. 
 
The third research question in this regard was: Do age, tenure, job experience and 
education groups differ with regard to their organisational commitment in the context of 
outsourcing?  In order to investigate this research question, main effects ANOVAs were 
calculated and the results are reported in Table 3.12. 
 
TABLE 3.12: PERCEPTIONS ABOUT ORGANISATIONAL COMMITMENT ACROSS 
DEMOGRAPHIC GROUPS 
Dependent variable: Organisational commitment 
 SS Degrees of 
freedom 
MS F P-value 
Intercept 199.3536 1 199.3536 305.0591 0.000000 
Age 0.5718 3 0.1906 0.2917 0.831312 
Tenure 1.3726 4 0.3431 0.5251 0.717553 
Job 
experience 
1.0573 4 0.2643 0.4045 0.804915 
Education 2.7986 5 0.5597 0.8565 0.513968 
Error 54.2398 83 0.6535   
 
The empirical results reveal that there are no significant differences in perceptions about 
organisational commitment across age, tenure, job experience and education groups. In 
other words, outsourcing was experienced the same across these groups. 
The fourth research question in this regard was: Do age, tenure, job experience and 
education groups differ with regard to their job performance in the context of outsourcing?  
In order to investigate this research question, main effects ANOVAs were calculated and 
the results are reported in Table 3.13. 
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TABLE 3.13: PERCEPTIONS ABOUT JOB PERFORMANCE ACROSS 
DEMOGRAPHIC GROUPS 
Dependent variable: Job performance 
 SS Degrees of 
freedom 
MS F P-value 
Intercept 293.9348 1 293.9348 856.5071 0.000000 
Age 0.5567 4 0.1392 0.4055 0.804173 
Tenure 0.0693 3 0.0231 0.0673 0.977120 
Job 
experience 
1.7780 4 0.4445 1.2952 0.278629 
Education 0.8270 5 0.1654 0.4819 0.788803 
Error 28.4838 83 0.3432   
 
The empirical results reveal that there are no significant differences in perceptions about 
job performance across age, tenure, job experience and education groups. In other 
words, outsourcing was experienced the same across these groups. 
 
The fifth research question in this regard was: Do age, tenure, job experience and 
education groups differ with regard to their outsourcing in the context of outsourcing?  In 
order to investigate this research question, main effects ANOVAs were calculated and 
the results are reported in Table 3.13. 
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TABLE 3.14: PERCEPTIONS ABOUT OUTSOURCING ACROSS DEMOGRAPHIC 
GROUPS 
Dependent variable: Job performance 
 SS Degrees of 
freedom 
MS F P-value 
Intercept 112.7224 1 112.7224 169.3118 0.000000 
Age 1.0003 3 0.3334 0.5008 0.682747 
Tenure 2.1172 4 0.5293 0.7950 0.531742 
Job 
experience 
2.1552 4 0.5388 0.8093 0.522749 
Education 1.6718 5 0.3344 0.5022 0.773770 
Error 55.2588 83 0.6658   
 
The empirical results reveal that there are no significant differences in perceptions about 
outsourcing across age, tenure, job experience and education groups. In other words, 
outsourcing was experienced the same across these groups. 
 
The above-mentioned analyses showed that the influence of outsourcing on career 
factors, employee engagement, organisational commitment and job performance was the 
same across age, tenure, job experience and education groups. In other words, whether 
outsourcing was positively or negatively experienced, it was experienced the same across 
these demographic groups. 
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3.7 CHAPTER SUMMARY 
 
In this chapter the research methodology used in the study was discussed. Furthermore, 
the research paradigm, sample and measuring instruments were also discussed. The 
chapter also reported on the reliability and validity of the measuring instruments. The 
empirical results on reliability and correlation with Outsourcing showed a significantly 
positive correlation with all the dependent variables. Due to the positive outcome, the 
question arose as whether this positive influence of outsourcing was prevalent across 
demographic categories of age, gender, education, tenure and job experience.  Then the 
two-sample t-test for the gender groups and main effects ANOVAs for the remaining 
groups were conducted.  The empirical results revealed that there are no significant 
differences in perceptions about outsourcing across age, tenure, job experience, 
education groups and across the gender groups. In the next chapter, the empirical results 
will be reported. 
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CHAPTER 4 
 
DESCRIPTIVE STATISTICS – THE EMPIRICAL RESULTS 
 
 
4.1 INTRODUCTION  
 
Chapter 3 introduced the research methodology used in the study and it included the 
research approach, sampling design and measuring instruments. Then some of the 
empirical results on reliability and validity of the data using Cronbach as well as correlation 
of the study were reported. Chapter 4 reported on the results of the descriptive statistics 
including ANOVA and Two samples t-tests. The focus of the results was on the 
questionnaire statements. The empirical results are summarised in figures and tables 
then presented in means, percentages and standard deviation form. 
 
4.2 DESCRIPTIVE STATISTICS 
 
The descriptive statistics reflect a group of statistical methods used to summarise, 
describe or display quantitative data. This can be achieved through compressed form and 
can be presented in tables, charts and other graphical forms to allow patterns that could 
not be apparent in the raw data to be differentiated (Collis and Hussey, 2009). The five 
variables career factors, outsourcing, employee engagement, organisational commitment 
and job performance were used for the analysis. 
 
4.2.1 Career factors 
 
The empirical results in Table 4.1 to Figure 4.1 indicate the statement that claims “I think 
the more senior positions in my job would be very personal rewarding for me” attained 
the highest agreement level (74%) and mean score (4.00) while the statement “I am very 
confident that there is actually a “career plan” for me in my firm” yielded the highest 
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disagreement level (32%) with a mean score (3.14).  The average mean is 3.62 and the 
standard deviation 1.04. 
 
Therefore, it can be concluded that employees value growth and use the current positions 
as stepping stones for future prospects within their respective companies, however there 
is a perception from the respondents that companies do not have career plans for 
employees. This can therefore lead to competent employees seeking for growth 
elsewhere if not satisfied in their companies. 
 
TABLE 4.1 DESCRIPTIVE STATISTICS: CAREER FACTORS 
  Disagree Neutral Agree Mean Standard 
Deviation 
CARF1 I think more senior positions in my 
job would be very personally 
rewarding for me 
7% 19% 74% 4.00 0.93 
CARF2 I think my experience in my present 
job enhances my long-term career 
prospects 
9% 31% 60% 3.83 1.01 
CARF3 I am confident that my present job 
would contribute to rapid 
advancement in my chosen career 
11% 31% 58% 3.67 1.01 
CARF4 The work in my present job is 
consistent with my personal 
interests in my chosen career 
17% 31% 52% 3.52 1.02 
CARF5 Generally speaking, my colleagues 
attach very much importance to my 
type of work or position 
4% 31% 65% 3.78 0.81 
CARF6 There is much opportunity for me to 
participate in my personal career 
planning 
18% 28% 54% 3.44 1.20 
CARF7 I am very confident that there is 
actually a “career plan” for me in my 
firm 
32% 29% 39% 3.14 1.32 
AVERAGE MEAN SCORE = 3.625; AVERAGE STANDARD DEVIATION SCORE = 1.04 
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FIGURE 4.1 DESCRIPTIVE STATISTICS: CAREER FACTORS 
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4.2.2 Employee engagement 
 
Findings in Table 4.2 and Figure 4.2 show the high level of respondents (83%) and mean 
score (4.22) of respondents who agree with the statement claiming employees know what 
is expected of them at work while there is an element of concern with a high level of 39% 
of respondents disagreeing with the statement that says,” In the past seven days, I have 
received recognition or praise for good work”.  There is a feeling among the respondents 
that they know and do what is expected of them but there is lack of recognition and praise 
for work well done. This can result in low staff morale, demotivated employees and 
ultimately lack of employee participation. 
  
TABLE 4.2 DESCRIPTIVE STATISTICS: EMPLOYEE ENGAGEMENT 
ITEM Statement Disagree Neutral Agree Mean Std. Dev. 
ENGA1 I know what is expected of me at work 8% 9% 83% 4.22 0.98 
ENGA2 I have the materials and equipment I 
need to do my work right 
8% 18% 74% 3.99 0.97 
ENGA3 At work, I have the opportunity to do 
what I do best every day 
12% 25% 63% 3.77 1.00 
ENGA4 In the past seven days, I have 
received recognition or praise for 
good work 
39% 24% 37% 2.92 1.31 
ENGA5 My supervisor, or someone at work, 
seems to care about me as a person 
13% 25% 62% 3.75 1.10 
ENGA6 There is someone at work who 
encourages my development 
14% 27% 59% 3.61 1.10 
ENGA7 At work, my opinions seem to count 16% 29% 55% 3.54 1.05 
ENGA8 The mission/purpose of my 
organization makes me feel that my 
work is important 
11% 34% 55% 3.65 0.98 
ENGA9 My co-workers are committed to 
doing quality work 
4% 14% 82% 4.13 0.83 
ENGA10 I have a close friend at work 15% 20% 65% 3.75 1.21 
ENGA11 In the past six months, I have talked 
with someone about my progress 
17% 25% 58% 3.58 1.21 
ENGA12 At work, I have the opportunities to learn 
and grow 
16% 27% 57% 3.65 1.13 
AVERAGE MEAN SCORE = 3.713; AVERAGE STANDARD DEVIATION SCORE = 1.07 
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FIGURE 4.2 DESCRIPTIVE STATISTICS: EMPLOYEE ENGAGEMENT 
 
 
4.2.3 Organisational commitment 
 
According to Table 4.3 and Figure 4.3 there are eight items measuring organisational 
commitment. The statement that respondents say they feel like part of the family in their 
respective firms has agreement (56%) with a mean of 3.56 and it also has the highest 
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agreement level. While the highest disagreement is 30% with a mean of 3.03 for the 
statement that claims “I really feel as if this firm’s problems are my own”. The average 
mean is 3.37 with a standard deviation of 1.14. In light of all the percentages, mean scores 
and standard deviations, it is clear that the respondents perceive their companies are not 
committed to them and there is a lack of attachment or belonging to the company by 
respondents, and it is clear that there is a need for companies to address employees’ 
needs and create an inclusive and favourable environment for its employees. 
 
TABLE 4.3 DESCRIPTIVE STATISTICS: ORGANISATIONAL COMMITMENT 
ITEM Statement Disagree Neutral Agree Mean Standard 
Deviation 
OCOM1 I would be very happy to spend the 
rest of my career with this firm 
24% 36% 40% 3.26 1.16 
OCOM2 I enjoy discussing my firm with 
people outside it 
15% 36% 49% 3.55 1.07 
OCOM3 I really feel as if this firm’s problems 
are my own 
30% 32% 38% 3.03 1.20 
OCOM4  I think that I would not easily 
become as attached to another firm 
as I am to this one 
24% 23% 53% 3.43 1.27 
OCOM5 I feel like 'part of the family' in my 
firm 
18% 26% 56% 3.56 1.13 
OCOM6 I feel 'emotionally attached' to my 
firm 
21% 31% 48% 3.31 1.15 
OCOM7 My firm has a great deal of personal 
meaning for me 
18% 34% 48% 3.37 1.07 
OCOM8 I feel a strong sense of belonging to 
my firm 
22% 23% 55% 3.46 1.09 
AVERAGE MEAN SCORE = 3.371; AVERAGE STANDARD DEVIATION SCORE = 1.14 
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FIGURE 4.3 DESCRIPTIVE STATISTICS: ORGANISATIONAL COMMITMENT 
 
 
4.2.4 Job performance 
 
Table 4.4 reveals that most of the respondents (91%) feel strongly about their working 
relations with other workers as in the statement “I work   well with my co-workers”.  The 
highest score of disagreement was 27% for the statement “I am successful in performing 
my tasks according to my key performance indicators”.  The average mean achieved on 
job performance was 3.97, which shows that the employee’s performance is in good 
shape, though there is a significant 27% of respondents who say they never meet their 
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targets and they do not perform their task accordingly. This therefore requires 
management attention as this can negatively impact on company performance as a 
whole.  
 
TABLE 4.4 DESCRIPTIVE STATISTICS: JOB PERFORMANCE 
ITEM Statement Disagree Neutral Agree Mean Standard 
Deviation 
PERF1 I always feel energised when I am 
at work 
15% 36% 49% 3.43 0.92 
PERF2 I am willing, able and empowered to 
do my work 
6% 14% 80% 4.15 0.94 
PERF3 I am successful in performing my 
tasks according to my key 
performance indicators 
27% 38% 35% 4.00 0.93 
PERF4 I perform my duties to the best of 
my abilities 
9% 33% 58% 4.46 0.76 
PERF5 I work well with my co-workers 3% 6% 91% 4.33 0.76 
PERF6 I always meet my performance due 
dates 
24% 36% 40% 4.15 0.80 
PERF7 My job performance is above 
average 
8% 14% 78% 4.04 0.93 
PERF8 My firm engages in activities that 
service its employees 
15% 33% 52% 3.48 1.00 
PERF9 I work towards the same goals with 
other employees in my firm 
12% 27% 61% 3.69 0.99 
AVERAGE MEAN SCORE = 3.97; AVERAGE STANDARD DEVIATION SCORE = 0.89 
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FIGURE 4.4 DESCRIPTIVE STATISTICS: JOB PERFORMANCE 
 
 
4.2.5 Outsourcing 
 
According to Table 4.6, only 33% with a mean of 3.12 respondents agree that outsourced 
provider has the skills and capacity to execute the outsourced responsibility and this score 
is below the average of 50%. Furthermore, there are 50% that disagree with the 
outsourcing process in their respective companies. All the outsourcing measuring 
instruments have high levels of disagreement. The mean of most statements is below 3 
with the standard deviation average of 1.16. Correspondents clearly disagree with the 
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outsourcing process as they believe their respective companies did not benefit from it, 
and disagree with the manner in which the process was conducted. 
  
TABLE 4.5 DESCRIPTIVE STATISTICS: OUTSOURCING 
ITEM Statement Disagree Neutral Agree Mean Standard 
Deviation 
OUTS1 I generally supported the recent 
outsourcing process in my firm 
50% 22% 28% 2.62 1.40 
OUTS2 The recent outsourcing process in 
my firm was conducted in a 
transparent manner 
29% 41% 30% 2.97 1.03 
OUTS3 The recent outsourcing process 
was communicated well in my firm 
37% 33% 30% 2.85 1.20 
OUTS4 I experienced the transition 
processes around the recent 
outsourcing process as very 
smooth 
36% 34% 30% 2.91 1.11 
OUTS5 The recent outsourcing process 
provided many benefits to my firm 
34% 37% 29% 2.92 1.20 
OUTS6 The outsourced provider has the 
skills and capacity to execute the 
outsourced responsibilities 
26% 41% 33% 3.12 1.04 
AVERAGE MEAN SCORE = 2.898; AVERAGE STANDARD DEVIATION SCORE = 1.16 
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FIGURE 4.5 DESCRIPTIVE STATISTICS: OUTSOURCING 
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4.5 CHAPTER SUMMARY  
 
Chapter 4 provided a report on the descriptive statistics of the study looking at the 
percentages, means and standard deviations of the responses for each questionnaire 
statement.  The results have revealed valuable information about the perceptions of 
employees from different companies with regard to outsourcing, employee engagement, 
organisational commitment, job performance and career factors. Both Chapter 3 and 4 
have encapsulated the employee perceptions and laid the foundation for the 
recommendations that can be useful to management of different companies on how to 
improve the attitudes and behaviours of employees during and after the outsourcing 
process. 
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CHAPTER 5 
 
FINDINGS, CONCLUSION AND RECOMMENDATIONS 
 
 
5.1 INTRODUCTION  
 
The objective of Chapter 5 is to consider the implications of the results that were 
presented in Chapter 4.  The results obtained from the survey will be integrated with the 
literature from previous chapters of this research to draw conclusions on the findings 
about the impact that outsourcing has on behaviours and attitudes of employees that stay 
with the company after the outsourcing process. Furthermore, the chapter will discuss the 
recommendations about how best to implement outsourcing, considering the factors that 
affect employees directly such as career factors, employee engagement, organisational 
commitment and job performance. The chapter will further look at the research gaps that 
can be researched relating to this study in the future. 
 
5.2 DISCUSSION OF THE RESULTS 
 
This part of the chapter will use the descriptive statistics results and analysis from Chapter 
4 to discuss the findings with regard to outsourcing, organisational commitment, 
employee engagement, career factors and job performance 
 
5.2.1 Outsourcing 
 
Descriptive statistics revealed that the highest number of respondents felt that the 
outsourced provider had the skills and capacity to execute the outsourced responsibilities 
(mean = 3.12: agreement 33%), while the lowest percentage (mean = 2.62 and 
agreement 28%) was for generally supporting the recent outsourcing process in their firm. 
This is an indication that respondents were not satisfied with outsourcing as the average 
mean for outsourcing is 2.89 which was on the disagreeing side of the scale. This means 
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respondents were not happy with outsourcing although the correlation showed that 
outsourcing had impact on employee engagement, career factors, job performance as 
well as organisational commitment. In other words, outsourcing has or does not have the 
potential to decrease the employees’ engagement, satisfaction with career factors, job 
performance as well as organisational commitment. 
 
5.2.2 Employee engagement 
 
The descriptive statistics indicate that the respondents believed that they knew what is 
expected of them at work (mean = 4.22 and agreement 83%), while the least agreement 
(mean = 2.92 and agreement 37%) was that in the past seven days they had received 
recognition or praise for good work. This shows that respondents were satisfied with the 
level of engagement at the work place. The 3.71 mean was on the agreeing side of the 
scale.  
 
Furthermore, correlation results revealed that outsourcing was positively related to 
employee engagement (r = 0.461 at p <   0.05). This means that if outsourcing was to be 
implemented in a manner which it was measured in the present study, it would have a 
potential of increasing employee engagement. The descriptive results however revealed 
that employees were not satisfied with how outsourcing had been implemented in their 
firms.  This dissatisfaction therefore had the potential to reduce employee engagement. 
 
For employees to feel engaged management needed to communicate what is expected 
from employees at work and provide them with material and equipment needed to do their 
work correctly. Intensions should be to create an opportunity for employees to do what 
they do best every day and give recognition and praise regularly and reward excellence 
as this would show that management cares for its employees and they would be 
encouraged to do more. The environment should allow for employees to share their 
opinions, and they should seem to count as they will feel that their work is important and 
everyone will be committed and produce quality work. Management must facilitate 
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continuous feedback sessions and meetings to discuss progress and other factors that 
affect works. 
 
The literature in previous chapters indicated that employee engagement had a stronger 
significant impact on task performance and employee organisation citizenship behaviour, 
therefore if there were a positive relationship between outsourcing and employee 
engagement yet on the other hand employees were not satisfied with outsourcing, 
employee engagement would decline as a result of unsatisfied employees due to 
outsourcing. The results of the study reaffirm that there is an opportunity to evaluate the 
outsourcing processes to investigate what can be done differently when implementing 
outsourcing. This will lead to reducing uncertainties amongst the employees. 
 
5.2.3 Job performance 
 
Yu-Chi Wu (2011) defined job performance as the amount of effort an individual will apply 
in his or her job and the descriptive results revealed that there is a mean of 3.97 which 
was more on the agreeing side of the scale that employees felt that they put in effort 
towards their work. There was a 91% agreement with the statement that said 
correspondents work well with their co-workers while there was a contradiction in the low 
score of 35% agreeing with employees being successful in performing their tasks 
according to their key performance indicators. This poses a business concern about 
whether employees were aware of their targets, whether the targets were achievable, and 
whether there were tools in place to perform manage those that are not successfully 
performing tasks according the key performance indicators. 
 
Correlation results revealed that outsourcing was positively related to job performance (r 
= 0.367 at p <   0.05). This means that if outsourcing was done in a manner measured in 
the present study, it had the potential to increase job performance. The descriptive results 
however revealed that employees were not satisfied with how outsourcing had been 
implemented in their firms.  This dissatisfaction therefore had the potential to reduce job 
performance. 
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Management must always energise its workforce when at work for them to feel more 
willing, able and empowered to do their work. They need to be encouraged to perform 
their tasks according to their key performance indicators successfully so that they can 
perform their duties to the best of their abilities. Management must reinforce people 
working together to promote team spirit and improve performance as everyone will be 
working towards the same goal and by so doing employees will feel that the firm engages 
in activities that service its employees. 
 
5.2.4 Career factors 
 
Chew and Girardi (2008) describe career factors as a series of formal and less formal 
activities designed and managed by the organisation to influence the career development 
of one or more employees. The empirical results revealed that 74% of respondents 
thought the more senior positions in their job would be very personally rewarding for them, 
while a low score of 39% of respondents were very confident that there was actually a 
career plan for them in their firm. There is a clear indication that employees needed 
growth for themselves but they were not confident that they shared the same sentiments 
with the organisations when it came to their growth. 
 
Correlation results revealed that outsourcing is positively related to career factors (r = 
0.465 at p <   0.05). This means that if outsourcing was done in a manner in which it was 
measured in the present study, it had the potential to increase career factors. The 
descriptive results however revealed that employees were not satisfied with how 
outsourcing had been implemented in their firms.  This dissatisfaction therefore had the 
potential to reduce career factors. 
 
The mean score of 3.62 showed that some of the respondents felt that they wanted growth 
in their respective companies but their companies were not as committed to their growth. 
While empirical results indicated that there was a significant relationship between 
outsourcing and career factors, as it was shown in the above that the majority of 
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employees were against outsourcing as it gave employees the impression that their jobs 
were on the line, and therefore the concern was whether the company would invest in 
career factors while outsourcing. Companies need to empower and create a favourable 
environment for career development to leverage on expertise acquired through programs 
provided by the organisation. 
 
Outsourcing had a positive influence on the seven measures of career factors. If 
management could create an environment for employee to grow in within the companies 
and create opportunities that advance career factors; this would assist employees to feel 
that their current jobs are consistent with their personal interests and career paths; and 
they would attach much importance to their type of work or position. The company should 
provide employees with opportunities to participate in personal career planning and that 
will give them confidence and a positive attitude towards their work and the company. 
 
5.2.5 Organisational commitment  
 
Organisational commitment is widely recognised as an important factor positively 
influencing behaviour beneficial for organisations, such as employee effort and 
performance, attendance, and retention (Sholihin, & Pike, 2010). Organisational 
commitment to employees is critical to the success of any business and with committed 
employees there is improved business performance.  
 
Correlation results revealed that outsourcing was positively related to organisational 
commitment (r = 0.452 at p <   0.05). This means that if outsourcing was implemented in 
a manner in which it was measured in the present study, it would have the potential to 
increase organisational commitment. The descriptive results however revealed that 
employees were not satisfied with how outsourcing had been implemented in their firms.  
This dissatisfaction therefore had the potential to reduce organisational commitment. 
 
The highest agreement level in descriptive statistics was 56% which was just above 
average, and results further showed that there was a significant relationship between 
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outsourcing and organisational commitment. This means a high rate of outsourcing 
results into unsatisfied employees and demonstrate lack of organisational commitment, 
the implications being severe, such as insecure employees, high rate of turnover, poor 
attendance and under-performing employees. It is therefore imperative that the 
organisation show commitment to its employees and they should be treated as partners 
in the organisation. 
 
5.2.6 Results related to the demographics of the sample 
 
The study was conducted with respondents across demographics variables such as, age, 
education, working experience and tenure. The findings revealed that they did not differ 
with experience in outsourcing. The experience across all demographic variables was the 
same.  
 
The results showed that males and females do not differ with regards to outsourcing 
experience. The experience across gender variables was the same. 
 
5.3 RECOMMENDATIONS 
 
Outsourcing operations breach the implicit and explicit expectations of employees and 
employers that the employee’s contribution to the organisation will be reciprocated with a 
stable and positive work environment, and thus that good performance will result in safe 
employment. This violation of expectations is perceived as most painful. Although 
survivors are not directly affected by mistreatment of outsourcing by their organisation, 
yet the third party perspective is important for organisations in the outsourcing context 
where the observation of the treatment of victims is likely to impact survivors’ attitudes 
and behaviours (Van Dierendonck and Jacobs, 2012). 
 
The research has therefore led to the enlightening findings on behaviours and attitudes 
of employees after outsourcing. Indeed the empirical results did indicate the 
dissatisfaction of employees that stay with the company after the outsourcing process 
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and how outsourcing can impact on some of the variables such as organisational 
commitment, employee engagement, career factors and job performance when 
outsourcing is still a factor. This was evident with the means scores of just above 3.00 on 
a 5-point scale. 
 
There is sufficient evidence that the way in which a company manages outsourcing 
impacts the remaining employees’ fairness perceptions, organisational commitment and 
intent to leave, so that to improve organisational commitment companies must be frank 
and open about any form of developments that may directly or indirectly affect employee 
perceptions about the organisation. There is evidence that managerial communication 
has a positive effect on sentimental organisational commitment before, during and after 
outsourcing. Communication sessions must be held regularly to eliminate any sense of 
doubt in employees. 
 
Leadership strategies will be required to assist employees through the whole transition 
so that they can again focus on their work and recommit to the organisation. There is a 
need to ensure smooth running of daily operations. If there are any changes managers 
must communicate, and create a favourable environment for employees to ask questions 
on a one to one basis at meeting forums to ensure transparency as this is a crucial time 
to reassure the remaining employees that they are valued and needed by the company.  
 
With regard to employee engagement, it is recommended that management should keep 
employees engaged by being honest and respectful about how and what is 
communicated and when managers do not have answers to some of the questions they 
should respectfully say so without making false promises and sugar-coating the current 
reality. 
 
Managers must include employees in key decision making, seek ideas from them, ask 
questions so that they can feel a part of the decision making process. Managers must 
care about their needs even if some of their needs cannot be provided for but justt asking 
shows that the manager cares and so does the company. The manager must stay positive 
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and focused on the work and by doing that, he/she needs to take his/her staff through this 
process as all they need is someone that demonstrates being  in control of their emotions 
and that encourages them to focus on their work and creates a fun environment for them. 
 
Career factors must be managed through additional communication that provides detailed 
reasoning for the anticipated changes. Management must outline a clear path to the 
desired future state of the company. This will create a picture of where employees see 
themselves in the future so that they can better position themselves for future prospects. 
 
Through human resource personnel, management need to advise employees if their 
career progress will still be a shared responsibility between the employee and the 
employer, because if this is the case there will be a need to develop career motivation 
strategies which include rewarding, continuous learning and opportunities to enhance 
employability (Fowke,2010). This intervention should enhance trust that was 
compromised during the outsourcing process and there will be a new emotional contract 
between employee and employer which will enhance commitment from both parties. 
 
The job performance is central to most variables as it is one indicator that will be mostly 
affected positively or negatively by any changes that make take place in the organisation. 
To sustain outstanding business results management must rethink and re-evaluate the 
approaches which will retain employees’ commitment to the required performance. Some 
of the approaches will be to have continuous feedback sessions with employees, 
rewarding excellent performance, and creating a fun working environment which will help 
stimulate employees. 
 
5.4 LIMITATIONS OF THE STUDY 
 
The findings of this study must be observed with certain limitations, one of them being, 
there was little research on how survivors react to outsourcing, while most studies focus 
on outsourcing and the victims of outsourcing. There was not much to find in the literature 
as a result.  
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The sample representation from different companies was not in proportion. It was difficult 
to gain access in some companies. One company had 60% of the respondents.  Some 
of the possible reasons were that non-respondents in the companies were not keen on 
answering questionnaires, some stating a lack of time and others not being interested. 
Some also felt that certain questions seemed sensitive and might reveal sensitive 
information, while other respondents were not affected by outsourcing as they joined the 
company after outsourcing took place. 
 
There are respondents who claimed they did not understand questions and as a result 
there were some questionnaires that were spoiled and that reduced the sample size.  It 
would also be interesting for the next study to investigate the subject matter in a deeper 
way by conducting a qualitative study. 
 
5.5 CONCLUSION 
 
The aim of this study was to investigate what influence outsourcing had on the job 
performance, organisational commitment, engagement and career factors of employees.  
The empirical results revealed that outsourcing is positively related to these outcome 
variables, in other words, as satisfaction with outsourcing increases, these outcome 
variables should increase.  However, since the respondents in this study were dissatisfied 
with outsourcing, this had the potential to decrease the outcome variables. It is important 
for managers to be aware of these findings and to manage the situation accordingly.    
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 APPENDIX 1: COVERING LETTER GIVEN TO RESPONDENTS 
25 June 2014 
 
Dear Respondent  
I am studying towards my MBA (Masters in Business Administration) degree at the 
Nelson Mandela Metropolitan University Business School.  I am conducting research on 
the influence of outsourcing on selected attitudes and behaviours of employees.   I 
believe that my study will make an important contribution to the understanding of 
outsourcing as a business strategy. 
You are part of our selected sample of respondents whose views we seek on the above-
mentioned matter.  We would therefore appreciate it if you could answer a few questions. 
It should not take more than twenty minutes of your time and we want to thank you in 
advance for your co-operation. 
There are no correct or incorrect answers. Please answer the questions as accurately 
as possible. For each statement, tick the number which best describes your experience 
or perception.  For example, if you strongly agree with the statement, tick the number 5.  
If you strongly disagree with the statement, tick the number 1.  Tick only one answer 
for each statement and answer all questions please.  Please note also that your 
participation in this study is entirely voluntary and that you have the right to withdraw 
from the study at any stage.  We also guarantee your anonymity and the confidentiality 
of information acquired by this questionnaire. Neither your name nor the name of your 
firm will be mentioned in the study. 
Thank you very much.  
Thakane Ramohai 
Contact details: at 0829946991 or thakaner@earthworksconsultants.co.za   
To verify the authenticity of the study, please contact Prof CA Arnolds at 041-5043825 
and cecil.arnolds@nmmu.ac.za. 
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APPENDIX 2: ORIGINAL QUESTIONNAIRE ITEMS 
 
Outsourcing  
 
OUTS1 I generally supported the recent outsourcing process in my firm  
OUTS 2 The recent outsourcing process in my firm was conducted in a transparent 
manner 
OUTS 3 The recent outsourcing process was communicated well in my firm  
OUTS 4 The experienced the transition processes around the recent outsourcing process 
as very smooth  
OUTS 5  The recent outsourcing process provided many benefits to my firm 
OUTS6 The outsourced provider has the skills and capacity to execute the outsourced 
responsibilities 
 
Organisational commitment 
 
OCOM1  I would be very happy to spend the rest of my career with this firm  
OCOM2  I enjoy discussing my firm with people outside it 
OCOM3  I really feel as if this firm’s problems are my own 
OCOM4  I think that I could easily become as attached to another firm as I am to this one  
OCOM5  I feel like 'part of the family' in my firm  
OCOM6  I feel 'emotionally attached' to my firm  
OCOM7  My firm has a great deal of personal meaning for me 
OCOM8  I feel a strong sense of belonging to my firm  
 
 
Employee Engagement 
Engagement Scale Items (from the Gallup Q12 Meta-Analysis, 1998) 
  
ENGA1  I know what is expected of me at work 
ENGA2  I have the materials and equipment I need to do my work right 
ENGA3  At work, I have the opportunity to do what I do best every day 
ENGA4  In the past seven days, I have received recognition or praise for good work 
ENGA5  My supervisor, or someone at work, seems to care about me as a person 
ENGA6  There someone at work who encourages my development 
ENGA7  At work, my opinions seem to count. 
ENGA8  The mission/purpose of my organization makes me feel like my work is important 
ENGA9  My co-workers are committed to doing quality work 
ENGA10  I have a close friend at work 
ENGA11  In the past six months, I have talked with someone about my progress 
ENGA12  At work, I have the   opportunities to learn and grow 
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Job performance 
 
PERF1  I always feel energised when I am at work 
PERF2  I am willing, able and empowered to do my work 
PERF3  I am successful in performing my tasks according to my key performance 
indicators 
PERF4  I perform my duties to the best of my abilities 
PERF5  I work well with my co workers 
PERF6  I always meet my performance due dates 
PERF7  My job performance is above average 
PERF8  My firm engages in activities that service its employees 
PERF9  I work towards the same goals with other employees in my firm 
 
 
Career factors (Jans, 1985) 
 
Definition: One’s perception of career rewards, such as promotion, satisfying senior 
appointments, fairness of advancement policies, and participation in career planning in 
one’s employing organisation. 
 
CARF1  I think the more senior positions in my job would be very personally rewarding 
for me 
CARF2  I think my experience in my present job enhances my long-term career prospects 
CARF3  I am confident that my present job would contribute to rapid advancement in my 
chosen career 
CARF4  The work in my present job is consistent with my personal interests in my chosen 
career 
CARF5  Generally speaking, my colleagues attach very much importance to my type of 
work or position 
CARF6  There is much opportunity for me to participate in my personal career planning 
CARF7 I am very confident that there is actually a “career plan” for me in my firm 
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APPENDIX 3: TURNITIN RESULTS 
 
 
 
 
